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The ‘Anatomy’ of a Budget
Discover how every dollar has a job.
From the beating heart of the general fund to the 
muscle of capital projects.

This session makes budgeting less about 
spreadsheets—and more about how schools 
thrive.
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Dr. Michael Engel

Role & Responsibilities

•CSBO

•Associate Superintendent of Finance and 
Operations

•District CFO

Session Moderator
Leading with Empathy



Judy Freeman

Professional Background & CPA

● Corporate Accountant specializing in Payroll

● Transitioned to School District Finance in U46

● CPA and Auditor in East Aurora School District 
131

Core Expertise
● Compliance and internal audit emphasis
● Payroll and benefits budget management
● System integration & Skyward transition



Bopha Loera

Professional Experience

● Dupage County ROE Senior Accountant)

● U46  Grant Programs Manager

● District Accountant East Aurora)

Core Expertise
● Grant Auditor & Budget Management
● Expenditure Internal Control
● Regulatory Compliances



Daniel Ulrich

Professional Journey

● Teacher
● Building Administrator
● Director of Finance and Grants

Key Focus

"Utilization of funding to support 
student learning and student 
experiences."



Agenda and Expectations
The Beating Heart
Revenue is the lifeline



Expenses to Thrive
What are you doing on a daily basis to 
burn calories? How do you spend your 
money?

● Fund 10, 20, 30, 40, 50



Elective/HLS Surgeries
● Capital projects
● Fund 20 and 60





Revenue: Show me the $$$
The 4 Heart Chambers of Revenue
● State Funding
● Local Resources
● Federal Sources
● Bonds



Revenue Overview
Primary Revenue Streams
CPPRT

Evidence Based Funding 
EBF

Property Tax

State & Federal

2025-26 Budget Summary
Local Sources:$ 58,122,783
State Sources:179,840,000
Federal Sources:25,349,045

Total Revenue:$ 263,311,828

Local Resources Breakdown
Property Taxes:$ 44,863,483
CPPRT5,060,000
Interest:5,281,800
Student Fees/Tuition:385,000
Rental & Other:2,532,500
Total Local:$ 58,122,783



Heart Chamber-
State Funding



State Funding Revenue Model
Illinois Funding Model
Primary Funding Model
Hybrid: Primarily Resource-Based

Model Name
Evidence-Based Funding EBF
27 elements to determine adequacy targets)

State Contribution
Tier System prioritizing neediest districts

Base Funding
No district receives less than previous year

The Evidence-Based Funding (EBF)
1. Adequacy Target
2. Base Funding Minimum
3. Tier System
4. Funding Distribution
5. Local Capacity Target
6. Student Needs



Measure & Calculate Local Resources



Tier System 



Enrollment Projection Cohort Survival  
• Enrollment projections for the district 
• Enrollment projections for all schools in the district 
• Birth rate projections for the district



Enrollment Projection By Grade Level



Enrollment Projection Based on Demographer



CPPRT - Corporate Personal Property Replacement Tax

CPPRT replaces revenue lost when the Illinois Constitution abolished personal 
property taxes on businesses (corporations, partnerships, S-corporations)
● Budgeting Advice: Due to high volatility (e.g., potential 24% reductions, as 

seen in some districts), schools should use caution in relying on high 
projections for operational costs.

https://www.google.com/search?q=Corporate+Personal+Property+Replacement+Tax&sca_esv=55e9f3c856495c1e&rlz=1C1GCEA_enUS1197US1197&sxsrf=ANbL-n4YE_TNxhr_fFtPO7coy4pbBDnWRw%3A1776274756956&ei=RM3facqSOuanqtsPyIrVcA&biw=1280&bih=631&ved=2ahUKEwje3tmbs_CTAxVMnWoFHaDjDv8QgK4QegQIARAB&uact=5&oq=CPPRT+general+information+for+school+districts&gs_lp=Egxnd3Mtd2l6LXNlcnAiLkNQUFJUIGdlbmVyYWwgaW5mb3JtYXRpb24gZm9yIHNjaG9vbCBkaXN0cmljdHMyBRAhGKABMgUQIRigATIFECEYoAEyBRAhGKsCMgUQIRirAjIFECEYkgMyBRAhGJIDMgUQIRiSAzIFECEYkgMyBRAhGJIDSOcfUKcDWK4ecAF4AZABAJgB7QGgAakYqgEGMC4yMC4xuAEDyAEA-AEBmAIWoAL6GMICChAAGLADGNYEGEeYAwCIBgGQBgiSBwYxLjIwLjGgB8dpsgcGMC4yMC4xuAf0GMIHBjEuMTguM8gHKIAIAA&sclient=gws-wiz-serp&safe=active&ssui=on&mstk=AUtExfB-49gmV--R1r9BnwgooIIe0KZBBse62tViIvhJTwz5HZjoN-RRz3O_ecSjLrs28zawOPLXB5-gmdhYzOHtg0CZfcYnB3QwMOyreXPJN5AEyHiG0ufDH04Y99J-Egz_llKA02NPkLlUH2Hr6-UF-r_OgkZee1Y4ScERxYoCxbYVw-TViOs2NZMDozYlHlNvc3ep&csui=3


2nd Heart Chamber - 
Local funding

Tax Levy

Interest

Fees



PMA Tax Levy Calculation 



PMA Tax Levy Calculation 



Certification of Tax Levy



Tax Extension 



Tax Levy 5 Year Projection 



Interest and Fees

Miscellaneous Revenue
Supporting your heart health through strategic 
financial management.

● Investment Revenue: Small amount of 
revenue based on investments



3rd Heart Chamber-
Federal Funding



Federal Revenue
Federal funding is based on enrollment and is a projection 
for your annual budget.
Example: Title 1 is based on enrollment and Free/Reduced Lunch 
numbers.

● IWAS: Use to build your application

● FRIS: Track your revenue

Revenue Claims
Food Services • Medicaid • Transportation



Importance
Why a mid-year review is essential to 
fiscal health.

Data & Analysis
● Understand your data

● Translate analysis into 
recommendations

Sustainability
Are you able to sustain your projects or 
do you need to amend the budget?

Mid Year Review
Go see your doctor for your physical exam



Step To Review Mid Year
Analyze performance and adjust assumptions

Budget Comparison
● Year to date revenue vs budget

● Year to date expenditure to budget

● Revenue to expenditure ratio

Projections & Trends
● Year to date vs historical projections

● Payroll and benefit projections

● Review any discretionary projections

Performance & Assumptions
Grant performance • Enrollment and staffing assumptions



Cash Flow Analysis 



Project what your heart health will 
be in 5 to 10 years
Budget Projections



Health History Report
CPI
Consumer Price Index and inflation tracking.

FTE & Staffing
Staffing such collective bargaining 
agreements.

Transportation
Operational costs and logistics.

Support Services
Food services, custodial, and facilities.

Renewals
Medical, dental, and district insurance.

Capital Projects
Long-term infrastructure and building plans.



Budget projections - Enrollment is key!
Why are budget projections necessary?
Understand where your money is coming from 
and the changing markets.

● EBF tiers

● Local tax dollars

● Federal dollars? What is happening with them?

How does this impact future planning?
● Allows you to put your money to work for 

the district and the students.

● Future planning for capital projects

● Future projections on staffing to meet the 
needs of the student population



Year End Fund Balances 



5 Year Projections Budget 
Ask Mike, he has 5 years projection 



Review 2 to 3 Year AFR
Instructional Cost
● Staffing budgeting

● Curriculum

● Material

● Technology

Non-Instructional Cost
● Administrative

● Facility

● Transportation

● Utilities

Capital Cost
● Construction

● Equipment

● Security

● Technology

Break down spending by key categories to identify allocation patterns.



Know your district’s mission, vision, and commitments



Revenue Projections



Budget Development Process 
Business Office Review
● Analyze

● Collaborate and make adjustment

● Prepare tentative budget

● Board approves Tentative budget

● Board Set Budget Hearing

● Make Adjustment

Finalized Budget
● Prepare final budget

● Board Approves Final Budget

● Submit to ISBE

● Share the final budget with stakeholders!!!



Budget Timelines



Budget Calendar Timeline
May 2026

Budget Templates Launched

● Administrators provided 
with custom FY25 Budget 
Building Website

● Guiding presentations and 
videos included

● Additional Professional 
Development Opportunities

June 2026

Tentative Budget Presented

● June 24: Present Tentative 
Budget at Finance 
Committee

July/August 2026

Analysis Continues

● July: Continue analysis and 
updates

● August: Presentation of 
Tentative Budget and set 
date of public hearing

● August: Publish notice of 
display and hearing on 
budget

September 2026

Recommend Budget Adoption

● Sept 9th: Finance 
Committee Meeting; Hold 
Public Hearing

● Sept 9th: Board of Education 
Meeting; Recommend 
approval of proposed FY25 
Budget



Budget Calendar & Legal Requirements
August 2026

● Review Tentative Budget

● Issue Public Notice of budget

● Place budget on public display for 30+ 
days

● Set Public Hearing

September 2026

Budget Adoption

● Hold Public Hearing

● Adopt 2026-2027 fiscal year budget

● Must be adopted by end of first quarter 
(Sept 30, 2024)

Post-Adoption (30 Days)

Legal Filing Requirement

Budget must be filed with the County Clerk 
within 30 days of adoption.



Expenses to Thrive
How you burn calories to help students succeed and achieve your 
goals





STAFFING

Plan accordingly



STAFFING CONSIDERATIONS
ESSENTIAL STAFF
• Classroom teachers/content specific 
teachers

• Custodial staff

• Administration

• Special Education Staff (teachers and 
support)

LUXURY STAFF
• Interventionists

• Instructional para pros

• Instructional coaches

• Behaviorist (BCBA)



Talk to your neighbor… How do you 
prioritize what staff YOU need? 



Thinking of budget projections- 
How do you prioritize your 

spending?
- How do you know what to prioritize with your school budget?

- What are you currently prioritizing with your school budget?

- What is the impact your priorities have on student learning? 



Educational Resources
Curriculum, intervention, professional development



Educational Resources: Things to Consider

Instructional
Curriculum
What are we using to help our students grow and meet state 
standards?

● Literacy, Math, Social Science, Science, SEL

Intervention
How do we support Tier 2 / Tier 3 students?

● Purchase services

● Support staff

● Curricular materials

Continuous Improvement
Professional Development
How are you moving your district forward?

Align to District Plan:

● Instructional strategies to engage students in 
meaningful thinking

● Curricular exposure and planning

● Conference attendance for individuals



Challenges

Funding & Economy
● Current fluctuation in state and federal funding

● Inflation

Operations & Equity
● High cost in supporting Special Education

● Balancing school equity

Operations & EquityOperations & Equity
● High cost in supporting Special Education

● Balancing school equity



Transparency & Accountability

Operational Excellence
● Building Trust & Transparency

● Communicate with stakeholders

● Enure accurate reporting

● Audits and conducting routine review

Strategic Partnership

You and your medical team need to work 
together keep you alive and thriving



Transparency & Accountability

Operational Excellence
● Building Trust & Transparency

● Communicate with stakeholders

● Enure accurate reporting

● Audits and conducting routine review

Strategic Partnership

You and your medical team need to work 
together keep you alive and thriving



HLS mandatory or Elective 
procedures: 
Capital projects



Capital Project Think Tank

District Identification
● How do you currently identify capital projects 

in your district?

● Is there a schedule in place?

● How does a capital plan support your budget 
planning?

Compliance & Reporting

Whatever you are doing, needs to be board 
approved through the bidding process.

Projects can be found in your board reports.



Thank you!



School District & Corporate Budget

SCHOOL DISTRICT

● Fund balance analysis.
● Enrollment projections.
● Not profit seeking. Rev = Exp
● GASB compliance.
● Audited annual report AFR.
● Standardized account 

structure.

CORPORATE BUDGET

● Income statement analysis.
● Sales projections.
● Profit seeking Rev - Exp = Eqty
● FASB compliance.
● Audited Financial Statements.
● Cost Centers drive the 


